The Mix at the Top -The Power of Psychological Diversity
The mix at the top -why is it important? Is the success of organizations dependent on a single leader or is leadership at the top a team endeavor? For too many years, we bought in to the hero model of leaders: the CEO as the "white knight" parachuted in to the company when it hit troubled times or the internally groomed CEO in companies with less turbulence and longer foresight. Examples like Hewlett Packard's high-profile revolving doors cycle of CEOs should raise the question whether we have an outdated and simply inadequate idea of leadership. Equally, the economic crisis has shown that the exclusive focus on the CEO as the hero does not work. When Barclays ran into a major crisis in June 2012, the Chairman had to resign, followed by the CEO and several members of his top team. Shareholders and the public are holding entire boards of companies responsible -and not just in the financial sector -for their inability to assess risks, and the executive management teams in troubled companies are taking the blame for reckless decisions and the failure to consider the long-term consequences of decisions and the insufficient discussion of "systemic risk".
Although academics may not always be the first to spot future trends, they have questioned the "hero" leadership model for many years. Sessions at the American Management Association (one of the largest international conferences of business school academics and practitioners) targeted this issue convincingly in 2005: is our notion of hero leadership at CEO level outdated and shouldn't we look at leadership at the top in a different way, particularly at the leadership trio of Chief Executive, Chief Financial Officer (CFO) and Chief Operating Officer (COO) -or the leadership of the entire executive team. This idea does not neglect the importance of strong individual leadership of a CEO but expands leadership to the whole execut ive team and focuses on the ability of the CEO to select and build high-performing teams at the top. Given the complexity of today's business through globalization and the fast pace of change, the best leaders intuitively understand the need to get the right mix of talent at the top to create a competitive advantage.
Belbin was one of the first writers to focus on the mix and the complementarity of management teams. He showed that our innate preference to recruit "people like us" is fatal in teams as it results in a group of clones that is ineffective at solving complex problems. This is nowhere more evident than in the so-called Apollo syndrome (Belbin, 1993) , when a group of similar, highly intelligent experts get together: the result is a group that debates forever, engages in intellectual upmanship and does not agree on anything or get anything done. Belbin's recommendation was to put a team together comprising of people with complementary preferences, skills and behaviors. His eight team styles ranged from Chairman to Innovator to Resource Investigator. His idea was that some people like to take charge straight away whereas others like to develop new ideas and use their creativity, whilst others again love networking and are best placed to think about external and internal networks they can establish to help the team with resources, connections and alliances. Manfred Kets de Vries, the well-known leadership guru and founder of the IGLC (INSEAD's Global Leadership Centre), developed this idea of complementarity further and also differentiated eight team types, easily identifiable as "needed" capabilities at the top of organizations.
Kets de Vries' Eight Team Types (2006):

